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This paper outlines three initiatives intended to address on-going street disorder problems in 
the downtown area: 1) the Law Enforcement Assisted Diversion program (LEAD); 2) the 
City’s Multi-Disciplinary Team (MDT); and 3) Seattle Municipal Court’s (SMC) re-engineered 
“Community Court 2.0”. We explain how we understand each is intended to work in the 
downtown area and how they might interact and potentially complement each other.  
 
The primary decision for Council is whether the City should invest $1.5m to expand LEAD 
beyond its current Belltown operational boundaries. This decision will, in turn, have 
implications for the MDT’s focus, which is requesting $200,000 for its effort. There is no 
budget decision per se regarding Community Court, but we thought it would be helpful to 
explain how it may play a complementary role in addressing some of the low level crime and 
street disorder problems downtown. 
 
It should be noted that LEAD, MDT, and Community Court 2.0 are all “unproven” models as 
either implemented (in the case of LEAD) or conceived (as in MDT and Community Court). 
Thus, we do not want to suggest any one of these together or alone is the solution. On-
going assessment of these efforts will be needed to determine their level of effectiveness. 
What is certain, unfortunately, is that the status quo has proven ineffective in addressing the 
myriad street disorder problems concentrated in Seattle’s downtown area. This paper 
outlines options we hope will perform better than the status quo while accounting for the 
relative risk and cost associated with these initiatives.  
 
Overview 
LEAD is a diversion program that has been operating in Belltown for the past two years. It 
focuses on low-level crimes associated with drugs and prostitution. The LEAD population is 
one that has experienced chronic issues with drugs, alcoholism, and mental health, which 
are often interrelated. The majority of LEAD participants to date (~136) have been referred 
for drug use. LEAD is a pilot program funded by a $4m grant from various sources, including 
the Ford Foundation; it has an annual operating budget of $1m through 20151.  
 
2014 General SubFund (GSF) Budget Request: The Executive is proposing to expand the 
LEAD Belltown program into downtown Seattle2, funded with $1.5 million in city GSF dollars. 
The $1.5 million breaks out as follows: 
 

                                                            
1 LEAD reported a fund balance of ~$670,000 in October 2013. 
2 Including Pioneer Square and Chinatown/International District from the waterfront to the eastern boundary of the West Precinct). Map 
Attached. 
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Personnel Costs: $600,000 
Case managers:10@ $50k= $500k 
1 Supervisor: $65k 
1 Admin. Assistant: $35k 

 

Client Assistance3 
$730,000 
5 % Transportation 
5 % Food 
15% Education/Training 
15% CD/MH Treatment 
20% Housing 
25% Motels/Shelter 
15% Other4 

Operating Costs: 
$170,000  
Office Space 
Misc. 
 

 
According to the Executive, the budget allows for 250-500 clients to receive services with an 
average annual client expense budget of $2,500-$5,000. The lower end of the range is a 
conservative projection that assumes LEAD’s current eligibility remains focused on low-level 
drug and prostitution offenses5. The upper range is “a liberal estimate” based on the 
possibility of LEAD expanding its eligibility criteria to include individuals committing quality of 
life-type offenses. 
 
LEAD Theory of Change 
LEAD’s theory of change (TOC) is based on a harm reduction strategy. Harm reduction 
focuses on reducing individual behavior considered harmful to the individual but it does not 
require the individual to stop the behavior altogether. Needle exchanges and wet housing 
are well known examples of harm reduction strategies. LEAD’s TOC further posits that if 
harm reduction strategies help a sufficient number of individuals, positive community level 
and public safety impacts will be realized (see attached logic model). LEAD’s core harm 
reduction principles include:  
 
 Meet individuals “where they’re at” to address self-identified needs. 
 Recognize change is not necessarily linear and relapse is part of recovery. 
 Believe change messages are most effective when delivered by trusted individuals and 

are not imposed from outside, but adopted and embraced by the individuals themselves. 
 
LEAD provides a mechanism to refer an individual engaged in drug and prostitution 
offenses to a community-based intensive social services intervention program. While it is an 
arrest diversion program, a LEAD participant is not immune from incurring subsequent 
charges for additional offenses.  
 
  

                                                            
3 Based on projections from 2013 activities, actual percentages may vary. 
4 Includes IDs, childcare, license fees, work equipment, etc. 
5 It’s also based on the LEAD experience in Belltown and the historical ratio of Belltown drug arrests to drug arrests in the 
central & southern downtown, Pioneer Square and the International District/Chinatown. 
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LEAD Evaluation 
Research indicates harm reduction strategies can be an effective public health strategy. It 
assumes reducing certain harmful behaviors at the individual level will also reduce public 
service costs for ER and hospital visits, sobering centers, and emergency medical services. 
What is not so clear, however, is how effective harm reduction is as a crime reduction tool. 
As this is a central tenant of the LEAD logic model, this question will hopefully be addressed 
by the pending impact evaluation planned in 2014 and scheduled for completion by the fall 
20146.  
 
Multi-Disciplinary Team Overview 
The MDT is requesting $208,000 to pay for social service assistance for people identified 
through the MDT outreach process. The MDT was proposed as a concept in last year’s 
2013 budget. While it has been meeting since August 2013, it remains largely conceptual at 
this point7. The idea proposed during last year’s budget was that the MDT would, through 
increased coordination across departments, identify certain individuals causing a 
disproportionate share of disorder and crime in the downtown area and actively work to 
address this behavior using a coordinated social service and law enforcement approach.  
This remains the idea for 2014. This time, however, the Executive’s proposal assumes 
LEAD will be expanded (both geographically and programmatically) and therefore, the MDT 
will only focus on people not eligible for LEAD services, including:   
 
(a) Individuals engaged in troubling or unhealthy behavior who are not committing crimes 
but who are in need of services  

(b) Individuals excluded from arrest referral to LEAD by disqualifying violent criminal 
conviction history who nonetheless exhibit behavioral issues and would benefit from some 
type of intervention effort. 

The MDT would function much like the LEAD model in terms of creating a coordinated 
“case-management” approach where MDT members would meet regularly to discuss 
individuals within MDT’s purview. The MDT and LEAD, while focusing on different 
behaviors, will likely experience significant overlap. Thus, we believe clearly written and 
detailed operational protocols are a necessary precondition to MDT success. Operational 
protocols are needed to guide respective department actions, including how people will be 
actively connected to services8, training and expectations of SPD officers on the ground, 
and a working agreement between SPD and the City Attorney’s Office that describes when 
and how the City Attorney will follow through on certain arrests, including referrals for court 
diversion, Community Court, or traditional prosecution.  
 
Moreover, while the MDT includes representatives from the Human Service Department 
(HSD), Seattle Police Department (SPD), the City Attorney’s Office, and the Metropolitan 
Improvement District (MID) outreach team, Seattle Park Rangers, external outreach 
workers, and the Associated Counsel for the Accused, it’s not clear who’s in charge. The 

                                                            
6 The evaluation may not be able to assess every outcome in the logic model given it will be drawing upon data from a relatively short two 
year timeframe and several longer term outcomes may take longer to achieve. That said, at a minimum, the evaluation should be able to 
assess several short term and intermediate outcomes noted in the LEAD logic model, including diversion savings, decreased criminal 
activity, and signs that an individual is experiencing greater stability in their life and is actively moving towards healthier behaviors.  
7 There is some indication of recent activity, though we understand operational protocols have not yet been developed. 
8 Beyond a simple referral that may or may not result in services actually being provided. 
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current MDT lacks a clear leadership team that can make strategic decisions in real-time 
and convey actionable direction to respective department staff on the ground9. We believe 
an MDT will only succeed with the leadership and buy-in of certain high level department 
staff (or representatives empowered to make decisions on their behalf). Thus, at a 
minimum, the MDT should include an executive leadership team that includes an assistant 
SPD chief, the City Attorney’s Criminal Division Chief, and active engagement by the 
Mayor’s Office. 
 
Community Court 2.0 Overview 
The proposed budget for the Municipal Court includes a new crew supervisor for Community 
Court, whose job would be to drive Community Court defendants to sites where they 
perform community service and supervise them. The new crew supervisor will free up time 
for two existing Community Court probation officers to assess defendants, develop service 
plans, monitor compliance, and recommend sanctions for failure to comply. Much of this is 
new work for the probation officers and is a small part of a large change in Community Court 
that is already occurring in hopes of producing better results for defendants and the 
community, as well as saving jail costs. Additional changes include: 
 
 An increase in the number of offenses eligible for Community Court, combined with a 

commitment by the City Attorney and Court to use Community Court for more offenses 
already eligible. Eligible offenses include disorderly conduct, failure to appear, 
pedestrian interference, prostitution, theft under $750, and trespass. 
 

 An increase in the length of Community Court jurisdiction over a defendant. Depending 
on the agreement the Community Court develops and the defendant signs, the 
defendant may have service requirements lasting between two weeks and six months. 
These and other new features of Community Court are spelled out in detailed protocols. 

 
LEAD, MDT & Community Court 2.0 
Given these various initiatives will all be operating in the downtown area, we are concerned 
about potential confusion among patrol officers, service providers, and outreach workers 
resulting from overlapping approaches and interventions. We underscore the need for the 
MDT to develop clearly written protocols to address on-the-ground operations. Moreover, a 
strategy needs to be articulated about what behaviors, individuals, and/or places will be 
emphasized as part of the MDT intervention efforts and how these will complement LEAD 
and Community Court efforts. In addition, while LEAD has clear and detailed protocols for 
Belltown; if LEAD expands, LEAD will need to amend its current protocols to account for the 
larger geographic area and how it will interact with the MDT and Community Court efforts.  
If, however, roles and responsibilities are clearly delineated, these initiatives could be 
complementary. There is some evidence this has worked with LEAD in Belltown. For 
example, some LEAD participants are currently facing charges in Community Court that 
either predate their involvement in LEAD or stem from subsequent criminal activity. The 
LEAD process allows jurisdictions to monitor these individuals in a coordinated fashion and 
determine which mechanisms (law enforcement or social services) will work best to 
encourage behavioral change.  

                                                            
9
 The MDT includes representatives from the Human Service Department (HSD), Seattle Police Department (SPD), the City Attorney’s 

Office, and the Metropolitan Improvement District (MID) outreach team, Seattle Park Rangers, external outreach workers (REACH and 
HOST) and the Associated Counsel for the Accused. 
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LEAD options (and implications for MDT) 
 
1) Do not fund a LEAD expansion in 2014; consider funding LEAD in the future, pending 

results of impact evaluation findings.  
 
Rationale: While LEAD appears to be well implemented, which is a necessary pre-
condition of success, we do not have sufficient information to discern whether LEAD is a 
cost effective intervention model. LEAD has received a $500,000 grant to conduct a 
rigorous evaluation that will systematically evaluate recidivism and behavior change 
outcomes against a valid comparison group. This evaluation is scheduled to be 
completed next fall.  
 
We anticipate results will show LEAD’s approach works well for some people, but not for 
others. What we hope to see is that it works well for a sufficient number of people to be 
considered a cost-effective intervention. Since this cannot be known at this time, and the 
requested investment to expand is significant, this option would delay consideration of 
City funding to expand LEAD until the evaluation is complete.  
 
Implications for MDT: This option assumes the MDT will move forward as planned, with 
the MDT focused on a broader range of behaviors absent LEAD expansion. Thus, under 
this option, we recommend Council provide an additional $300,000 to the MDT for social 
services. When added to the $200,000 already requested, this results in a total of 
$500,000 that HSD can use to contract for case management, housing, and treatment 
services. 

 
2) Approve reduced funding for geographic expansion of LEAD, but make funding 

contingent on LEAD maintaining focus on crimes associated with drugs and 
prostitution only.   
 
Rationale: If Council wishes to expand LEAD, we recommend the scope of LEAD’s 
behaviors be restricted to drugs and prostitution, at least during the first year of roll out. 
Expanding LEAD geographically while simultaneously expanding the scope of targeted 
behaviors will likely increase the probability of confusion among LEAD, MDT, and 
Community Court initiatives. In addition, officer training might be more successful if 
conducted incrementally as we should ensure officers are trained correctly on existing 
LEAD protocols for drug and prostitution diversion before adding new behaviors to the 
list. In addition, LEAD should first demonstrate its effectiveness to address drug and 
prostitution related crimes before expanding to other non-criminal behaviors where the 
effectiveness of a harm reduction approach is less clear.  
 
Implications for MDT: This option assumes the MDT will focus on a broader range of 
behaviors than it would if LEAD expands both geographically and programmatically to 
include additional behaviors beyond drugs and prostitution. Thus, as with the 
recommendation under Option 1, we recommend supplementing MDT’s budget by 
$300,000. (If LEAD remains focused on drug and prostitution offenses only, the number 
of projected clients is 250 vs. 500, thus we assume some reduction to the $1.5m request 
will be possible; some of this reduced funding can then be redirected to the MDT.) 
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3) Approve the Mayor’s budget as proposed (~$1.5m); allow LEAD’s Policy 
Coordinating Group to determine whether to expand the LEAD model to other 
behaviors.  
 
Rationale: Based on anecdotal evidence, the Executive believes LEAD is sufficiently 
promising to expand geographically and programmatically. 
 
Implications for MDT: This option assumes the MDT will focus on behaviors that do not 
fall under LEAD’s purview. Under this option, it’s likely the LEAD policy group will opt to 
expand the range of behaviors it targets, thus, additional funding for the MDT would not 
be needed as the MDT’s scope would be more narrow than under Options 1 and 2.  

 
Under options 2 and 3 for LEAD, Central Staff recommends City funding be contingent on a 
contract agreement with LEAD staff that includes a quarterly reporting requirement related 
to key outcomes, including: 
 

 The amount and type of services provided to clients both at an individual level10  
 Recidivism rates and any other associated contact with the criminal justice system.  
 Quarterly expenditure information, including the draw down on funding for client 

services by category and a breakdown of what services were provided.  

 
Under all options, the MDT will be operating at some level, with only the breadth of its scope 
dependent on whether LEAD is expanded. Thus, we recommend Council pass either a 
proviso on the $300,000 for Options 1 & 2 or a Statement of Legislative Intent that requires 
MDT leadership to report back to the City Council by February 28th on the following:  
 
 Written detailed operational protocols that address how activities will be carried out on 

the ground and by whom, including communication protocols to SPD officers and social 
workers on the ground. It should also address oversight and accountability controls. 

 A description of the organizational structure that explains the decision-making process 
and identifies a leadership structure with clear lines of authority and accountability. This 
should include who is responsible for crafting policies and strategies, who will make 
decisions about how these strategies will be executed on the ground, and who will be 
responsible for implementing them.  

 A detailed data collection plan for collecting key outcome data. The outcome data should 
emphasize client service uptake and outcomes, as opposed to simply reporting outreach 
worker contacts and referrals that give no indication of actual services offered, received, 
and completed by the client. The data collection plan should also detail how this data will 
be collected and who will responsible for collecting it from service providers so that it can 
be synthesized and disseminated in a quarterly report. 

 
We also recommend the Community Court provide quarterly reporting to the City Council on 
key client outcomes similar to those described above for the MDT. 

                                                            
10 All data shall be presented in a way that individual identities remain confidential and unknown to external 
parties.  
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LEAD FAQs 
 
How does the current LEAD program operate in practice? 
If LEAD is expanded, it will operate much like the pilot project in Belltown; thus, it’s instructive 
to describe how LEAD currently operates. LEAD is a diversion program focused on individuals 
committing low-level drug offenses and/or involved in prostitution. There are additional 
qualifying criteria required for entry into the program. If an individual meets these qualifying 
criteria, a Seattle Police (SPD) officer trained in LEAD protocols and operating in the Belltown 
catchment area will decide whether to refer someone to LEAD or book them into jail for referral 
for prosecution1.  
 
If referred to LEAD, an individual will be assigned to one of six case managers who will 
address any immediate needs (such as a place to sleep that night), explain the diversion 
process, and perform an in-depth intake assessment2. Following intake, a case manager will 
work with clients to design an Individual Intervention Plan (IIP). And IIP identifies a client’s 
needs and goals, which are driven by the client but informed by the case manager. The case 
manager can use LEAD funds for intensive case management and for services helpful in 
supporting behavioral change, such as drug and alcohol treatment, housing, and mental health 
counseling.  
 
Consistent with LEAD’s TOC that behavioral change must largely be motived by the individual, 
there are no established set requirements for participants to actively engage in treatment or 
other LEAD services once they complete intake. If, however, clients are ready to pursue 
treatment or obtain housing, LEAD tries to provide services as close to on-demand as feasible.  
 
How do LEAD stakeholders manage and track individual progress in LEAD?  
The LEAD Operational Work Group (OWG) meets every two weeks to discuss individual 
participants and operational issues. The OWG consists of representatives from SPD, 
Department of Corrections (DOC), Seattle City Attorney’s Office, King County Prosecuting 
Attorney’s Office, LEAD Case Managers, the Downtown Seattle Association Metropolitan 
Improvement District (MID), ACLU, and the Public Defender’s Racial Disparity project staff.   
 
The LEAD operational protocol anticipates the City Attorney and King County Prosecutor will 
make individually-based decisions to charge individuals who have been offered services and 
who fail to change their behavior. If a LEAD participant fails to make progress and has been 
referred for charges for new crimes, the City Attorney and/or King County Prosecutor will 
consider filing new charges against the participant. The decision to file charges is made after 
discussion with the case manager, SPD, and DOC officers. These consultations generally 
occur at bi-weekly Operational Work Group meetings so all parties have complete and 
accurate information. 
 
  

                                                            
1 In practice, SPD has been following additional referral guidelines in order to create a comparison group for evaluation 
purposes (individuals could only be referred to LEAD on “green light” shifts, while officers were instructed to arrest on “red light 
shifts.” 
2 This does not all necessarily happen at the first meeting.  
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How is LEAD Governed?  
LEAD is governed by a Policy Coordinating Group (PCG) comprised of member 
representatives who have entered into a Memorandum of Understanding. Signatories to the 
MOU are:  
 

 Mayor  
 KC Executive  
 Seattle City Attorney 
 KC Prosecuting Attorney  
 Seattle Police Department  
 KC Sheriff 
 The Defender Association 
 ACLU-WA.  

 
Decisions are made by modified consensus. No single entity “owns” LEAD and all signatories 
to the MOU are accountable for decisions. The Seattle City Council and the King County 
Council also have seats and votes on the PCG.  
 
Who will be the LEAD project manager if LEAD is expanded?   
The Public Defender Association Racial Disparity Project staff currently serves as project 
manager for LEAD, providing stakeholder coordination, drafting reports, securing private 
funding, maintaining community outreach and facilitating meetings. Presumably, this role 
would continue if LEAD is expanded. 
 
What entity will oversee the service provider contracts? 
The service provider for the LEAD expansion would be selected through a competitive RFP 
process. The Executive is proposing that the Policy Coordinating Group would select the 
provider. HSD will manage the RFP process and subsequent contract oversight if LEAD is 
expanded. It is envisions that the contracted service provider will oversee the case managers, 
purchasing of services and deployment of the resources funded by the LEAD budget.  
 
What data have been provided on the Belltown LEAD program? 
 136 active participants to date (8 considered not active, 11 did not follow through on 

intake). 
 28% of participants have received mental health counseling/treatment 
 33% have received chemical dependency treatment 
 77% of LEAD participants were homeless at time of referral, 39% have been placed in 

transitional or permanent housing since entering LEAD.   
 97% have drug and alcohol addictions 
 66% have mental health disorders, including thought disorders, mood disorders, and 

trauma-related disorders such as PTSD or head injuries 
 46% have severe chronic illnesses and medical disabilities, including diabetes, COPD, 

kidney failure, chronic infections, vision and hearing impairments, and mobility impairments. 

 



LEAD Outcomes: Oct 2013 

All Outcomes achieved with assistance of case management while enrolled in LEAD program. 

Total Enrolled Clients  145   

Housed at Intake  25   17% 

Homeless  120  83% 

                       For Homeless LEAD Clients:     

Housed in Permanent Housing  37  31% 

Housed in Transitional Housing  22  18% 

Total Unduplicated Housed in Either Permanent or Transitional Housing  56  47% 

Sheltered in Motels  53  44% 

Sheltered in Other Shelters  59  50% 

Total Unduplicated Housed or Sheltered while in LEAD  111  92% 

                        For All LEAD Clients:     

Received Basic Need Support (Food or Clothing)  135  93% 

Set and Achieved a Case Management Goal while in LEAD: 
Completed individualized goal plan with case manager and achieved at least one 
goal on plan 

122  84% 

Received Chemical Dependency Treatment   63  43% 

Engaged in Mental Health Treatment  55  38% 

Received Non –Urgent Medical Care (not in Emergency Room)  59  40% 

Received Legal Assistance  93  64% 

Received Assistance with Benefits (SSI, ABD, VA Benefits, Etc)  87  60% 

Received Assistance with ID  70  48% 

 



Law Enforcement Assisted Diversion (LEAD) Program Logic Model  

Prepared by LFA Group: Learning for Action     Aug 19, 2011 

 
 
 
 
 
 
 
 
 
   

IMPACT 
 

 Improved 
health, lives 
and 
opportunities 
of all 
residents of 
Belltown and 
Skyway 
communities   

 
 Improved 
public safety 
and 
perceptions 
of public 
order 

 

 
   

 

Program Overview: LEAD’s goals are to improve public safety and public order in Belltown and Skyway and to reduce
criminal behavior by the program’s participants. The program offers harm reduction-oriented, on-demand,
comprehensive services and case management as an alternative to booking and prosecution to facilitate improvements
in the lives, health, and opportunities of participants.  

 Increased housing 
stability 
 Increased 
educational 
attainment 
 Increased job and 
community 
leadership 
opportunities 
 Increased 
involvement with 
families, community 
institutions and civic 
life 
 Decreased open-air 
drug dealing in 
Belltown and 
Skyway 
 

 Decreased 
recidivism rates 
 Decreased demand 
for social services 
in catchement area 
 Improved 
relationship 
between the police 
and those policed 
 Increased 
satisfaction of 
residential and 
business leaders 
with public safety 
 Public safety 
resources freed up 
for other uses 

 

OUTCOMES

 

 Short-Term                   Intermediate                Long-Term 

ACTIVITIES  OUTPUTS 

 Decreased criminal 
activity, especially 
other than drug use 
 Decreased harm to 
self and others from 
drug and alcohol 
use 
 Diversion savings 
 Increased psycho-
social functioning 
 Improved physical 
health 
 Reduction in ER 
visits 
 Greater individual 
aspirations  

 

Focus of attention during FIDELITY TESTING Focus of attention during IMPACT ASSESSMENT 

If we provide:  Participants will experience:  Ultimately leading to:  

 Individual case 
plans developed for 
100% of participants 
 Connections made 
to legal services, 
employment, 
housing and 
transportation as 
needed 
 Case management 
meetings conducted 
 Peer counseling 
program established 
for all participants 
 Community advisory 
board meets 
monthly 
 Leadership training 
curriculum 
developed and 
implemented 

 Law Enforcement 
Referrals 
 Individual Case 
Management 
 Peer Outreach 
and Counseling 
 Legal Advocacy 
 On-demand 
services (housing, 
treatment, education, 
job development and 
stipends) 
 Inclusion of 
neighborhood 
public safety 
leaders 
 Leadership 
Development 
Training 
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LAW ENFORCEMENT ASSISTED DIVERSION (LEAD) – BELLTOWN 
REFERRAL AND DIVERSION PROTOCOL--FINAL  

 
Mission & Purpose 

 
Elected officials, law enforcement officers, and residents and business owners in the 
Belltown community of downtown Seattle (“Belltown”) want to improve public safety and 
public order in Belltown and want to reduce future criminal behavior by low-level drug 
offenders contacted in Belltown.  Booking, prosecuting, and jailing individuals committing 
low-level drug offenses in Belltown has had limited effectiveness in improving either public 
safety or public order in the neighborhoods. LEAD is a new approach that seeks to 
accomplish the goals of reduced criminal behavior and improved public safety and order by 
connecting low-level drug offenders with services.  This approach may cost less and be 
more successful at reducing future criminal behavior than processing low-level drug 
offenders through the criminal justice system. 

 
Process for Diverting Individuals to LEAD in Lieu of Jail & Prosecution 

 
In order to divert an individual to LEAD, the primary decision maker initially will be Seattle 
Police Department officers on the street, pursuant to clear criteria on which officers have 
been trained by command staff.  Officers will make a series of decisions about the 
individuals they contact to determine whether or not those individuals are appropriate to go 
to jail, or to the community-based program.  The determinations include: 
 

• Is this person disqualified from community-based diversion due to particular 
criminal history, exploitation of others, or dealing for profit (not subsistence 
income)?  (Exclusion criteria are detailed below.) 

• Is the offense the person is alleged to have committed, an eligible offense for LEAD 
referral (low-level VUCSA, as defined below, or prostitution)? 

• Does the person have any medical conditions at the time of arrest that require 
immediate medical treatment, detoxification or referral to a hospital? 

• Is the person unable to provide informed consent and/or does the person pose a 
risk to self or others due to mental illness? 

• Does the person have an existing no contact order, temporary restraining order, or 
anti-harassment order prohibiting contact with a current LEAD participant? 

• Does the person display any interest in being offered services through a community-
based diversion program rather than being taken to and booked into jail, or do the 
person's words and actions indicate it would be futile to attempt a diversion strategy? 

 
A. Diversion process 

 
In the context of the LEAD community-based diversion approach, diversion means that a 
person who could have been booked into jail and referred for prosecution will instead be 
engaged by LEAD program staff (an outreach and case management team) working for a 
social services provider. The LEAD team will provide an immediate individual assessment 
to determine what factors lead the individual to engage in street-level drug activity, and then 
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provide comprehensive services to address those factors and reduce the harm the individual 
is causing to herself and the community. 
 
Meanwhile, the officer who made the referral to LEAD will complete the records that would 
be needed to refer the case to the King County Prosecutor or Seattle City Attorney, and 
forward the arrest packet for review to the arresting officer’s supervisor.  The narrative in 
the incident report will clearly state that the person has been referred to LEAD.  If the 
arresting officer determines that the suspect does not meet the threshold criteria for LEAD 
referral, and therefore books the suspect into jail and refers the case to the Prosecutor, she 
may nonetheless refer the case to the supervising sergeant for review by the LEAD team. 
 
Currently there is a lack of adequate resources to appropriately serve all individuals who 
might be eligible in Belltown. In order to allocate resources in a transparent and fair manner 
(and one that meets effective evaluation standards), the days and times for diversions to take 
place will be determined randomly. The precinct will give the service providers, in advance 
of each month, a monthly calendar of possible shifts for diversions. The service providers 
will then randomly select from those possible shifts, the actual shifts for diversions each 
month. Selection of available shifts will be based on the service providers’ capacity and 
schedule, with adjustments made to regulate the volume of LEAD referrals and participants. 
If the service provider has capacity, it may designate additional days as green light shifts 
during the agency’s normal business hours. 
 
On the appropriate day the service provider will notify the supervising sergeants at SPD that 
they are accepting diversions. The service provider will make ongoing determinations of 
program capacity during the day/shift when they are accepting diversions (i.e., if three 
people have been referred in the previous two hours, it is possible that staff will not be 
available to conduct another intake, and LEAD referrals may cease until a staff member is 
available again). 
 
After a LEAD-eligible client is arrested, and prior to booking, the supervising sergeant will 
inform the arresting officer that that individual can be diverted. The arresting officer will 
call the LEAD service provider and the individual will then be turned over to the case 
management team for intake.  The case management team will come to the West Precinct 
and bring the individual to the LEAD service provider office or other pre-arranged location 
appropriate for intake, such as the Sobering Center. 
 
The arresting officer will determine based on the stated eligibility criteria, including her own 
assessment of the individual’s amenability to the intervention model, whether an individual 
under arrest will be referred to LEAD.  A prior referral does not preclude a second referral, 
but is a factor the officer can consider with respect to the individual’s amenability to the 
intervention model. 
 
For purposes of evaluation, SPD officers will complete and attach a “West Precinct LEAD 
Program Eligibility” arrest cover sheet to the arrest report for all VUCSAs made—including 
arrests made inside and outside of Belltown, on Green Light and Red Light shifts, as well as 
those resulting in diversion and those not resulting in diversion.  
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For purposes of evaluation, DOC officers will follow a different data collection protocol. 
DOC officers will complete and attach a “West Precinct LEAD Program Eligibility” arrest 
cover sheet to the arrest report for all arrests resulting in diversion to LEAD. DOC officers 
will also keep an ongoing log containing the names, dates of birth, and incident numbers of 
all individuals who are otherwise LEAD-eligible and who would have been diverted if not 
for resource limitations. 
 
Staff of the LEAD social service provider(s) may also determine at the point of referral or 
subsequently that the individual is unlikely to make good use of the program’s resources, 
and refer the case back to the precinct commander for a filing decision.  
 
Monthly, the LEAD team (LEAD program staff, precinct officers and commanders, the 
King County Prosecutor’s Office, the City Attorney’s Office, community advisory 
representatives and the LEAD coordinators at The Defender Association) will hold staffing 
sessions in which referral decisions and program participant progress will be reviewed.  To 
permit such discussions, LEAD participants who accept diversion will be required to sign 
waivers authorizing program staff to discuss their cases and progress with the other 
institutional partners at LEAD staffing sessions.  These consent authorizations are a 
condition of participating in LEAD, and if not completed or rescinded, the individual will be 
deemed not to be participating in LEAD. 
 
Though they will be informed by the LEAD team staffing discussions, the King County 
Prosecutor’s Office and City Attorney retain ultimate and exclusive authority to make filing 
decisions in all cases.  Individual cases may be staffed more frequently via phone 
conference as needed. 
 
The King County Prosecutor will receive copies of the investigation packets on diverted 
cases, for review within 72 hours for compliance with the agreed diversion criteria, and for 
comparison with those cases in which suspects were jailed and referred for prosecution. 
 

B. Eligibility Criteria for diversion to LEAD 
 
Adults suspected of VUCSA and prostitution offenses will be eligible for diversion to 
LEAD and presumptively should be referred to LEAD, except when: 
 

• The amount of drugs involved exceeds 3 grams (except that where an individual has 
been arrested for delivery of or possession with intent to deliver marijuana, or 
possession, delivery or possession with intent to deliver prescription controlled 
substances (pills), officers will consider the other criteria listed here without 
reference to the amount limitation); 

• The individual does not appear amenable to diversion; 
• The suspected drug activity involves delivery or possession with intent to deliver 

(PWI), and there is reason to believe the suspect is dealing for profit above a 
subsistence income; 

• The individual appears to exploit minors or others in a drug dealing enterprise;  
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• The individual is suspected of promoting prostitution;  
• The individual has an existing no contact order, temporary restraining order, or 

anti-harassment order prohibiting contact with a current LEAD participant;  
• The individual has an open case in Drug Diversion Court or Mental Health Court; 

and/or 
• The individual has disqualifying criminal history as follows: 

 
Without time limitation: Any conviction for murder 1 or 2 , arson 1 or 2, 
Robbery 1, Assault 1, kidnapping, VUFA 1, or any sex offense (or attempt 
of any crime listed here). 
 
Within the past 10 years: Any conviction for a domestic violence offense, 
Robbery 2, Assault 2 or 3, Burglary 1 or 2, or VUFA 2. 

 
Individuals who are arrested on a DOC warrant and/or for a DOC violation may be referred 
to LEAD.  The arresting officer (if not a DOC officer) should contact DOC personnel.  DOC 
may determine that the DOC warrant should be quashed/withdrawn and the individual 
should be referred to LEAD. 
 
Individuals for whom the LEAD program could reduce the harm of their activity to 
themselves and to the Belltown community, but who are not diverted on the current charge 
under this protocol (e.g., due to specific criminal history), may still be referred to LEAD 
services by law enforcement.  It is possible that their involvement and progress in the LEAD 
program might be considered by the prosecutor or the court in subsequent charging, plea 
offer or sentencing decisions. 
 
An individual who does not meet the threshold eligibility criteria (above) but whom the 
arresting officer believes would be a good candidate for LEAD diversion may be accepted 
(post-booking) for diversion by the LEAD team on the recommendation of the arresting 
officer.  There is no substantive right to be offered LEAD diversion.  LEAD eligibility is not 
intended to be a substantive right to be litigated.   
 

C. Warrants 
 
Warrants will be served according to applicable policies and protocols, and individuals will 
not be immediately referred to LEAD in lieu of booking if they would otherwise be booked 
on a warrant. 
 
Notwithstanding the above, if a suspect who would otherwise qualify for LEAD has an 
outstanding DOC warrant, the arresting officer should contact NCI personnel.  DOC/NCI 
may determine that the DOC warrant should be quashed/withdrawn and the individual 
should be referred to LEAD.  Otherwise, the individual shall be booked into jail according 
to regularly applicable protocols and policies. 
 

D. Referral of “social contacts” to LEAD; DOC CCO referrals 
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To the extent that the program has capacity to take them after responding to pre-booking 
diversion cases of individuals who could have been jailed and prosecuted, LEAD will also 
accept referrals from law enforcement of “social contacts,” that is, individuals perceived by 
officers as at high risk of arrest in the future for low level drug activity. 
 
All social contact referrals to LEAD must meet the following pre-requisites: 

• Verification by law enforcement that the individual is involved with narcotics 
(possession or delivery) or prostitution. 

o Verification by law enforcement means: 

� Police reports, arrests, jail bookings, criminal charges, or 
convictions indicating that the individual was engaged in narcotics 
or prostitution activity; or 

� Law enforcement has directly observed the individual's narcotics 
or prostitution activity; or 

� Law enforcement has a reliable basis of information to believe that 
the individual is engaged in narcotics or prostitution, such as 
information provided by another first responder, a professional, or 
credible community members. 

• The individual's involvement with narcotics or prostitution must have occurred 
within the LEAD catchment area. 

• The individual's involvement with narcotics or prostitution must have occurred 
within 24 months of the date of referral. 

• No existing case in Drug Diversion Court or Mental Health Court. 
 

• The individual cannot have an existing no contact order, temporary restraining 
order, or anti-harassment order, prohibiting contact with a current LEAD 
participant. 

 
The Department of Corrections Community Corrections Officers (CCOs) may also refer 
individuals on community supervision for whom LEAD services are likely to provide 
assistance in preventing future law violations. 
 

E. Intervention Protocol 
 
Initial contact and referral by officers.  Following the decision to refer an individual to 
LEAD, the referring officer will contact the LEAD program staff.  The LEAD staff will 
come to the precinct.  LEAD staff will be available to respond immediately during 
designated periods when they are open for referrals. 
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When the outreach worker/case manager arrives, the referring officer will provide her 
with basic information about the individual, including known criminal conviction history.  
The referring officer will document in his report that the outreach worker/case manager 
was called, arrived, and provided with this information and the referring officer will then 
release the suspect from custody.  The officer will then leave the outreach worker/case 
manager to engage the individual. 
 
If a suspect is intoxicated or incapacitated and unable to engage effectively in the intake 
process, the suspect should not be referred to LEAD at that time.  The suspect can be 
referred to LEAD at a later time according to the same process used for suspects initially 
ineligible due to criminal history exclusions.  If, in the officer and/or case manager’s 
judgment, a suspect is unable to provide informed consent and/or poses a risk to self or 
others due to severe mental illness, the suspect will not be referred to LEAD.  For non-
intoxicated suspects, after the officer leaves, the outreach worker/case manager will 
complete an initial screening and schedule a follow-up appointment to conduct a detailed 
intake assessment. 
 
Arrest Cover Sheets. SPD officers who are making diversions to LEAD should complete 
and attach the “West Precinct LEAD Program Eligibility” arrest cover sheet to the arrest 
report for every VUCSA arrest made. This cover sheet should be completed for arrests made 
inside and outside Belltown, on Green Light and Red Light shifts, as well as arrests actually 
resulting in diversion and those not resulting in diversion.  
 
The top portion of the cover sheet (i.e., “Location of Arrest,” “Referring Squad,” and 
“Arrestee Characteristics”) must be filled out for all VUCSA arrests. The top portion asks 
the officer to provide basic information about the arrest, and to apply the eligibility criteria 
for LEAD to all VUCSA arrests, regardless of whether an actual LEAD diversion is made. 
The bottom portion of the cover sheet, labeled “Belltown Arrest Only,” must be filled out 
only for VUCSA arrests occurring in Belltown. 
 
DOC officers will follow a different data collection protocol. DOC officers should complete 
and attach the “West Precinct LEAD Program Eligibility” arrest cover sheet to the arrest 
report for all arrests actually resulting in diversion to LEAD. (The instructions for 
completing the cover sheet are the same as described above for SPD officers.) DOC officers 
should also keep an ongoing log containing the names, dates of birth, and incident numbers 
of all individuals who are otherwise LEAD-eligible and who would have been diverted if 
not for resource limitations. 
 
Social Contacts.  An officer making a social contact referral should contact the individual 
he/she seeks to refer.  If the individual contacted is willing to be referred to LEAD, the 
officer can contact ETS REACH staff anytime from 8:30am to 4:30pm by calling the LEAD 
program coordinator at 206.588.9731. If the officer contacts the LEAD program coordinator 
after hours, he or she can expect a return call the next business day. However, if the officer 
is making a social contact referral during a Green Light Shift, the officer should contact ETS 
REACH staff via the LEAD Green Light phone number at 206.455.0386. 
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Intake assessment.  When an individual is diverted to LEAD, LEAD staff will 
immediately conduct an initial screening to gather basic information about the person, 
identify any acute immediate needs, and assess the person’s appropriateness for 
diversion. Based on the initial screening, the case manager will first work to meet any 
immediate needs that must be addressed, such as shelter for the night.  She will also 
thoroughly explain the diversion process and the assistance that might be available 
through the LEAD program for a willing participant. 
 
During the initial screening, LEAD staff should instruct the participants that they cannot 
return to the area where they were arrested for their LEAD-referred offense for the next 
24 hours. If participants were initially arrested during a buy-bust, and shortly thereafter, 
return to the scene of a buy-bust, they may possibly be arrested for compromising the 
safety of the undercover officers who are working the buy-bust. 
 
If an individual does not remain to complete the initial screening that immediately 
follows diversion, LEAD program staff will contact the supervising sergeant, and either 
the King County Prosecuting Attorney’s Office or City Attorney’s Office by phone or 
email.  SPD may decide to re-arrest the individual or to refer the case to the prosecutor 
without arrest. 
 
At the end of the initial screening, LEAD staff will schedule a follow-up appointment to 
perform an in-depth intake assessment, which should occur optimally between 24-48 
hours after the initial screening, or as soon as otherwise possible. When completing the 
in-depth intake, the first task of LEAD staff is to determine the immediate cause of the 
individual’s drug or prostitution activity on the street.  In addition, the case worker will 
survey a wide range of factors that might contribute to ongoing encounters with law 
enforcement.  Such factors include, but are not limited to:  chemical dependency (alcohol 
and other drugs), mental health problems, lack of housing, prior legal involvement and/or 
gang involvement, lack of previous employment, and lack of education.  LEAD funding 
and staffing may be used to address any factor or set of factors driving the participant to 
engage in problematic drug activity at the street level. 
 
If an individual completes the initial screening, but affirmatively refuses or fails, within a 
reasonable time period, to complete the follow-up intake assessment, the LEAD social 
service provider will notify the King County Prosecuting Attorney’s office and/or the Seattle 
City Attorney, depending on which office has jurisdiction over the case. The appropriate 
office may then decide to file a criminal charge in, and prosecute, the offense that was 
initially diverted to LEAD. 
 
Individual Intervention Plan (IIP).  Once any acute needs have been addressed, the case 
manager will work with each participant in one or more meetings to design an Individual 
Intervention Plan, which will form both the action plan for the individual and a key 
element of program evaluation.  As noted above, the plan may include assistance with 
housing, treatment, education, job training, job placement, licensing assistance, small 
business counseling, child care or other services. The outreach worker/case manager will 
follow up with the individual to implement the intervention plan. 
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Although many elements of the intervention plan will be client-identified and -driven, 
and though participation is voluntary, the IIP will draw on the professional expertise of 
the case manager.  If the case manager identifies needs for treatment or other services, 
she will either provide referrals to appropriate programs with available capacity (see 
discussion below of non-displacement principle) or procure needed services using project 
funding.  In cases where chemical dependency or mental health services are needed, 
project participants will be asked to sign release of information forms allowing the case 
manager to consult with other professionals and with LEAD partners. 
 
Withdrawal of services.  Receipt of ongoing services is conditioned on the participant 
making, in the judgment of LEAD program staff, good use of the resources provided, and 
good progress toward reducing the harm his drug-involved behavior has brought to the 
community and himself.  The possibility that services might be withdrawn should not be 
invoked lightly, but does act as a powerful motivator for participants to take the 
opportunity seriously and make good use of LEAD resources. 
 
Regular staffing sessions with partners.  Monthly, LEAD program staff will conduct a 
staffing meeting that includes the key partners in LEAD-Belltown: community advisory 
representatives, the Seattle Police Department, the King County Prosecutor’s Office, the 
City Attorney’s Office, and at least during the demonstration period, the LEAD 
coordinators housed at The Defender Association.  LEAD partners will use the staffing 
meetings to share information about program participants’ situation and progress; to 
discuss possible withdrawal of program support from participants who are not making 
effective use of the opportunity; to discuss referral criteria, program capacity and 
compliance with the protocol; and to focus the attention of LEAD program staff and SPD 
in particular areas viewed with concern by community representatives. 
 
Community report back.  The LEAD team will periodically reach out to Belltown 
residents, businesses and community leaders to provide informational updates about 
LEAD operations and to receive feedback on areas of focus. 
 
Goal of self-sufficiency; no time limit.  IIPs will be designed to maximize the odds of a 
participant being able to achieve self-sufficiency independent of program funding at 
some point in the relatively near term.  For some, this may entail a plan for vocational or 
higher education or achieving a GED; for some, it may involve job placement; for those 
who are not likely to be able to support themselves through work, it may entail 
applications for SSI and/or GAU. 
 
Since the objective is actually securing changes in individual behavior, there will be no a 
priori limit on the time period in which an individual can receive services.  The test, 
rather, is simply whether, in the judgment of LEAD staff, the participant is continuing to 
make good use of the resources LEAD is dedicating to him. 
 
Core principles.  Core principles of the intervention approach include: 
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• A harm reduction philosophy.  Participants will be engaged where they are; they 
will not be penalized or denied services if they do not achieve abstinence.  The 
goal is to reduce as much as possible the harm done to themselves and to the 
surrounding community through problematic drug activity.  Again, some or all 
services may be withdrawn participants whom LEAD staff feel are not making 
progress toward reducing the harm caused by their behavior. 

 
• A non-displacement principle.  Because the objective is to increase safety and 

order for the community as a whole, it is unhelpful to achieve success for an 
individual program participant by bumping her up a wait list for scarce services, 
while necessarily bumping another community member who needs the same 
services further down the list.  Where existing programs have unused capacity, 
and where they are appropriate fits for participants’ identified needs, LEAD staff 
will know about and use those resources.  However, LEAD program funding will 
be used to purchase or access additional resources that would not otherwise be 
available to this population. 
 

• Community transparency and accountability.  It is essential that community 
stakeholders and public safety leaders be able to participate in regular staffing 
meetings, have access to program performance reports, and have excellent access 
to program staff to suggest areas where outreach could usefully be concentrated.  
Community confidence that pre-booking diversion is a reasonable way to 
accomplish the goal of improving public safety is essential to the viability of the 
program. 
 

• Resources allocated primarily to client services.  Approximately half of all 
program funding should be allocated to purchase services for clients. 

























SPD Officers

Defendants

City Attorney’s Office

Judge and Court Staff

Defense Attorneys

SMC Probation

Outreach Coordinator

Americorps/
Volunteers

Community Service 
Sites

SMC Analyst

  - Seattle Community Court Logic Model - 

Inputs

Case filing / CC offer

Validated risk/needs 
assessment

Individualized potential 
sanction identified

CC opt-in / quick case 
disposition

CC hearing / orientation

Probation monitoring 
and case management

Facilitate social service 
linkages

Identify viable comm. 
service sites

Community service

Collaboration between 
CJ agencies 

Reporting to program 
stakeholders

Activities

# of CC offers made 

# of assessments 
completed

# sentencing recs. 
created

# Opt-ins / # days until 
case disposition

# of CC held hearings / #  
of CC orientations

# of defendants 
monitored

# of social service 
contacts mandated and 
# of contacts completed

# community service 
sites

# community service 
hours provided

# reports to 
stakeholders completed

Outputs

Faster case resolution  

Defendant connected 
with appropriate 
services based on 
assessment 

Defendant held 
accountable

Defendant 
acknowledges impact 
of crime on 
community

Defendant spends 
less time in jail  

Service completed by 
defendant is visible to 
community 

Community receives 
value from labor

Stakeholders are 
informed of program 
performance

Outcomes - Impact

Intermediate

Court uses judicial 
resources more 
effectively

Defendant gains 
improved life skills

Defendant chooses 
not to harm 
community

Defendant commits 
less crime / has less 
future cases filed

City spends jail 
resources more 
effectively

Community feels 
safer

Stakeholders value 
and make informed 
decisions regarding 
program

Long Term

October 2013




















	CITY CENTER INITIATIVE (CCI)
	Overview
	LEAD Theory of Change
	LEAD Evaluation
	Multi-Disciplinary Team Overview
	Community Court 2.0 Overview
	LEAD, MDT & Community Court 2.0
	LEAD options (and implications for MDT)
	Map
	LEAD FAQs
	LEAD Outcome summary
	LEAD Logic Model
	CCI 5 LEAD-Belltown operational protocol
	LEAD Final Signed MOU
	SMCC_LogicModel_2013
	Community Court Signed Protocols Sept 2013



